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Conflict is inevitable in organizations because organizations function by means of adjustments and compromises among competitive elements in their structure and membership. In the organizational context, conflict can be normal and healthy, as absolute lack of tension is ultimately dull and stagnant, and unlikely to foster creativity and growth (Ozkalp et al, 2009, p. 419) . Conflict arises when there is a change in situations where change is seen as a threat to be challenged or resisted. Where the change process is frustrated, this may produce an aggressive reaction -fight rather than flight. Conflict is not to be deplored; it is an inevitable consequence of progress and change, and it can be used constructively (Armstrong, 2005) . The productivity of conflict arises from the fact that conflict can lead to change, change can lead to adaptation, and adaptation can lead to survival and even prosperity (Darling & Walker, 2001, p. 231; Walton, 1976, pp. 5-7) . The fact that conflict is a normal part of organizational life is recognized by most management authors and that is why organizations must plan for it so that when it does arise, they will be prepared for it.
Different management theorists and writers have attempted to define conflict from different perspectives. It has been variously defined as "a breakdown in standard mechanisms of decision making" thus tying the concept to decision making (March & Simon, 1958 , cited by Nair, 2007 . Other writers defined conflict from the perspective of incompatibilities in goals. The focus would later change to disagreements on ends or goals; incompatibilities in means or views; perceived differences in interests, views or goals; opposing interests involving scarce resources and goal divergence; and a cognitive bargaining process (Walton & Dutton, 1969; Jehn, 1997; Kolb & Putnam, 1992; and Nair, 2007) .
The definitions of conflict have taken a process-oriented, descriptive/situational or conditional view of conflict. Process view focused on breakdown of decision making and oppositional patterns. Descriptive views of conflict tend to focus on what happens at the time of conflict in terms of perceptions and behaviour. The conditional approach is a contingent view underlying when conflict is likely to occur (Nair, 2007, p. 361) .
Nigeria is a "society with low synergy, with many in-groups and inter-group conflicts" (Ozkalp et al, 2009, p. 420) . These in-groups may be ethnic, religious or geo-political, which tend to keep and maintain relationships within their closed networks, regarding all others as strangers. There is "high collectivism, power distance, uncertainty avoidance, and conservatism". The organizations are typically hierarchical, with low delegation, centralized decision making and strong personality of managers (Ozkalp et al, 2009, p. 420) . Nigeria has more than 250 ethnic groups, each with its own language and customs. To the North of the country, the Hausa are the largest single group; to the West, the Yoruba and to the East, the Igbo. Islam is the dominant religion in the North, while Christianity is prevalent in the South, with a sprinkling of traditional African religions. This paper is an attempt to explore the conflict management styles of Nigerian executives, with a view to modelling an ideal and suitable conflict handling technique.
CONCEPTUAL AND THEORETICAL FRAMEWORK
Conflict is no longer seen as dysfunctional, but as a healthy process needing to be managed (Ozkalp et al, 2009; Pondy, 1976; and Thomas, 1976) . Different classifications have been put forward about types of conflict. There are the three conceptual models: ▪ Bargaining model among interest groups which are in competition for scarce resources; ▪ Bureaucratic Model prevalent in superior-subordinate relationships or along any vertical dimension in the organizational hierarchy; ▪ Systems Model among parties in a lateral or functional relationship, with particular emphasis on problems of coordination within a system (Pondy, 1967 , Ozkalp et al, 2009 Nair, 2007) .
Further more, Ayoko & Pekerti (2008) carried out an analysis of the relationship between conflict types, conflict features, communication openness and workplace trust. They identify three components of conflict types: task, relationship and process. Task conflict results from group members' consciousness that there are disagreements about the actual tasks being performed, even though the ultimate goal and objective about the task may be shared.
Relationship conflict arises from disagreements that are based on personal and social issues which are not related to the work (Jehn & Chatman, 2000) . Process conflict refers to conflict about rules and procedures for task accomplishment and work allocation between members of the group with a view to maximizing overall productivity (Jehn, 1997; Kabanoff, 1991) . Conflict features refer to the duration and intensity of the conflict. distinguished between productive and destructive reactions to conflict. Productive reactions refer to conflictual circumstances where there are productive outcomes such as learning from disagreements and settling discords and divergences. Destructive conflicts refer to circumstances that lead to poor outcomes such as failing to learn from the conflict, finding it difficult to settle conflict, and difficulty moving on after a conflict episode. Where an organization adopts positive attitudes to conflict and more active management and recognition of conflict attributes, stronger relationships are built, team effectiveness is enhanced, and levels of employee citizenship behaviours are strengthened (Ayoko et al, 2008, p. 125) . Thus, to engage conflicts cooperatively leads to a full exchange of views that lead to an improved understanding of the key perspectives and issues, and an improved understanding of the position of other individuals. Conversely, employees who approach conflict competitively have a propensity to close their minds, avoid conflict, and reject opposing ideas. This trend has a disruptive effect on organizational relationships and results in low productivity (Tjosvold, 1998 , cited by .
The way an organization settles conflict has a direct impact on the workplace climate, and in particular on the conflict aspect of this climate (Poitras & Tareau, 2007) . Researchers have identified three patterns for resolving disputes within organizations: interest-based resolution, resolution based on regulation and power-based resolution.
• Interest-based Resolution focuses on reconciling the interests of both parties from a win/win perspective. It is founded on the logic of accommodation and concern for both parties. Negotiation and mediation are typical examples of conflict resolution based on reconciling interests.
• Regulation-or Rights-based Approach aims to determine who is right based on preestablished rules. This approach has a win/lose orientation built on respect for rules established by organization or society, which are deemed to be fair and just. Hearings and arbitration are typical examples of rights-based conflict management procedures.
• Power-based approach favours some competition which effectively compels the application of force and power to exact desired action. This approach involves an imposition of one's will, a win-lose orientation, characterised by the prevalence of decisions by authorities, economic sanctions, political games and sometimes strikes and lockouts (Poitras & Tareau, 2007, p. 73) . Nair (2007) discusses the approach and avoidance modes of conflict management. The approach mode includes such strategies as confrontation, compromise, arbitration and negotiation, while avoidance styles include resignation, withdrawal, buying time or appeasement. Kolb and Putnam (1992, p. 315; cited by Nair, 2007) (Nair, 2007, pp.363, 364) .
This paper among other considerations, attempts to define the prevalent conflict handling style in the Nigerian corporate environment. The study takes a look at the basic components of conflict types in Nigerian organizations. It seeks to determine whether Nigerian executives resolve conflicts in a manner that makes those conflicts destructive or constructive. Even more fundamentally, it seeks to ascertain the view of conflict that is prevalent in Nigerian organizations -the traditional, the behavioural or the inter-actionist. Finally, the paper proffers a conflict management model that will suit the Nigerian organizational environment.
LITERATURE REVIEW
The Thomas-Kilman dual-concern model does not offer a win-win solution to conflicts, but argues that there are a number of different ways to deal with conflict, and each of these modes of conflict handling can be useful under different sets of circumstances. The model identifies five different conflict-handling styles based on two dimensions: Assertiveness and Cooperativeness.
The five-step model comprises: ▪ Competing -involves a high concern for self and low concern for others; ▪ Collaborating -high concern for the self, and high concern for others; ▪ Compromising -moderate concern for the self and for others; ▪ Accommodating -low concern for self and high concern for others; ▪ Avoiding -low concern both for self and for others (Ma, 2007, p. 103) .
These styles reflect the individual's behavioural intentions in the face of conflict situations. They also represent different motives in conflict management, either with a distributive intent or an integrative intent. The distributive dimension represents either extreme taking from others (competing) or extreme giving to others (accommodating). It is a zero-sum game; one party's win, is the other party's loss. The integrative dimension represents fully satisfying all parties' concerns in a win-win scenario (collaborating) or neglecting both self and others' concerns in a withdrawal approach (avoiding). This approach attempts to incorporate all parties' interests into the final solution, a cooperative and an assertive attempt to expand the pie and generate solutions satisfactory to both parties (Kilmann & Thomas, 1975; Ma, 2007) . The extent to which a given conflict handling mode is effective depends on the requirements of the specific conflict situation and the skill with which it is used.
A plethora of studies have been carried out in different climes and settings to verify the conflict handling strategies of managers in different types of organizations. Ma (2007) used three simulated business negotiations, to explore the nature of conflict management styles in China, and to examine the effects of different styles on the negotiation process and outcomes. The conflict management styles were measured with the Thomas-Kilmann Conflict Mode Instrument, and the negotiation process and outcomes were assessed by a variety of methods. Results showed that compromising and avoiding are the most preferred methods of conflict management in China, while accommodating and competing lead to more satisfaction during business negotiation.
Ozkalp et al (2009) studied the conflict management styles of 130 Turkish managers, with the avowed aim of determining their conflict styles in different sectors, namely durable consumer goods, aviation, automotive and banking. The study found that first, integrating, and second, compromising, were the most preferred conflict management styles of Turkish managers. The other important finding is that preferring obliging styles of conflict management changes according to the status of the managers. Obliging is mostly used when the conflict partner has an upper level status.
In another study, Darling and Walker (2001) applied the behavioural style paradigm as a tool to manage conflict effectively, using an actual case as a point of study. Using the two dimensions of interactive behaviour -assertiveness and responsiveness -the researchers defined four behavioural styles in conflict handling: the Relater, the Analyzer, the Director and the Socializer.
Relaters combine higher-than-average responsiveness with a comparatively low level of assertiveness, while Analyzers combine a low level of emotional responsiveness and a low level of assertiveness. The Directors on the other hand, blend a low level of emotional responsiveness with a relatively high degree of assertiveness, while the Socialisers integrate high levels of both emotional responsiveness and assertiveness. The study concludes that effective management teams are made up of all four types of individuals, and the most productive management team in a firm will usually have a balance of individuals who reflect each behavioural style.
Chuang et al (2004) examine how organizational culture affects the ways diverse groups function, with emphasis on group processes and intra-group conflict. Five major individual demographic attributes were defined as influencing organizational functioning: Age, Gender, Race/Ethnicity, Organizational tenure, and Functional background. The researchers argue that intensity and content of organizational culture, not only have direct impact on intra-group conflict, but also moderate the relationship between group diversity and intra-group conflict, depending on the degree of value congruence and the value content shared among group members.
In a Nigerian study, Adomi and Anie (2006) investigate the pattern of conflict management in Nigerian libraries. The researchers employed descriptive design and questionnaire to collect data from professional and para-professional staff of three Nigerian University libraries. Majority of the respondents perceive conflict as positive and can be stimulated by library managers. The study further found out that interpersonal conflicts are the dominant conflicts in Nigerian libraries, and accommodation ranks highest as technique of conflict avoidance. The findings of this study compare with that of Olorunsola (1997) who examined the sources of internal conflict among library staff at the University of Ilorin Library. The latter study revealed bureaucratic structure, poor communication and organizational policies, and inadequate material resources as the major causes of conflict in the organization. The close inter-dependency between units in the Library was also identified as a source of friction among staff. The study provided evidence for the effectiveness of managing conflict through prevention, by means of improved communication, and argued for a pro-active approach to handling conflict.
In yet another study, Darling and Fogliasso (1999) , sought how to deal with conflict in the workplace, and effectively manage that conflict across cultural boundaries. Using a multinational bank with a diverse workforce as a case study, the researchers first established the basic premise that conflict is a fact of life. From this base, they defined the causes of conflict -the different expectations, experiences, frames of reference and goals. They put forth a three-phase model for conflict management, incorporating nine different steps. This is represented as Fig 1. The first phase of the model, the Preliminary Stage, concerns the manager's preparation for conflict management -development of a psychic power base for inter-personal relationship to the conflict, the development of that level of trust and acceptance that will support successful management, and the cultivation of meaningful communication, with careful listening and sending positive, constructive messages. In the second phase called the Resolution Stage, successful conflict management includes testing the assumptions being made by participants in the conflict; proper definition of the objective to be accomplished in the conflict situation; and brainstorming to identify all imaginable alternatives, allowing for creative processes and new and innovative possibilities, and guiding them through selection of the best alternatives. Final phase, the Maintenance Stage, involves achieving an agreement between the parties involved in the conflict on the decision to be executed and how -a realistic, workable and precise plan, and continuing review and oversight of the process. Skjorshammer (2001) carried out a study in a middle-sized city hospital in Norway, which provides treatment services in the area of general surgery, internal medicine and psychiatry. The study was aimed at the design, development, installation, and operation of a new conflict management system with new procedures for managers and professionals to process disputes. The conflict resolution programme offers a structure composed of four levels, where each level represents a different approach to conflict management: ▪ Open-Door Level -This level lowers the threshold for raising an issue, dispute or conflict in order to work it out early as close as possible to the parties' own work, role, work group and immediate superior. ▪ Conference Level -At this level, the conflict is adjudged to be intractable, requiring conference between the parties facilitated by a mediator. ▪ Mediation Level -This is an internal effort at dispute resolution within organizational boundaries.
Fig.1 Key Steps in Conflict Management
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Litigation Level -This is the end-point of the conflict management process, where representatives of the employer's association and labour unions become involved in the management process, with the ultimate possibility of going to court for settlement.
Together these levels make up a comprehensive system similar to the flow of a potential escalation of a conflict, from avoidance to the end point of litigation/arbitration. These research works, in their studied diversity, represent the core variables and parameters against which the findings of our empirical investigation are judged.
PURPOSE AND RATIONALE FOR THE STUDY. Nigeria has had to battle with the containment of conflict at all levels. Ethnic conflicts, social conflicts, organizational conflicts -all have taken their toll on the Nigerian project. There has been an increase in such conflicts since the onset of the present democratic dispensation in the country. The mushrooming conflicts include, the labour unions versus government, Muslims versus Christians, especially in Northern Nigeria, and one ethnic group against anotherbetween the Tivs and Jukuns in Taraba This study therefore, sets out to inquire into the conflict management practices of Nigerian executives and attempts to proffer a model for conflict resolution in Nigerian organizations. The focus here is on conflict handling techniques and how they can be manipulated in different conflict situations which the executive may face. The following hypotheses were formulated to guide this study: Research Hypothesis One: Ho: The Conflict Management Style adopted by executives in the service and other sectors is not significantly different from that adopted by executives in the manufacturing sector.
RESEARCH QUESTIONS AND HYPOTHESES
Research Hypothesis Two:
Ho: There is no significant difference between the male and female responses in the choice of conflict management style.
Research Hypothesis Three:
Ho: Executives in the service and other sectors of the economy hold the same opinion on the inevitability of conflict as those in the manufacturing sector.
Research Hypothesis Four:
Ho: There is no significant difference between the mean response of Christian executives and other executives on their view of conflict.
METHODOLOGY
This study is located in Nigerian formal organizations across a broad range of manufacturing and service organizations. The spread is aimed at capturing the responses of executives working in a diversity of firms and enterprises across Nigeria. This way, quite a number of diverse ethnic and religious persuasions are represented in the study. The study therefore provides us with a fairly good representation of the Nigerian executive's attitude to conflict. The sample size was statistically determined by applying the formula for an infinite population (Walpole, 1974:175) n = Z²α ⁄ 2 ⁄ 4e²
where n = sample size: Z = standard score corresponding to a given confidence level ( in this case 95%); and e = proportion of sampling error in a given situation (in this case 0.05). Thus using the formula we derived our sampling size thus: n = (1.96) ²⁄ 4(0.05)² = 384.16 approximately 400 This study is based on the administration of 501 questionnaires across Nigerian Manufacturing and Service organizations, out of which 77 were not properly completed. The study is therefore based on 424 structured questionnaires of the Likert type administered on respondents from Nigeria's main industrial and commercial cities: Lagos, Kano, Jos, Onitsha, Enugu and Ajaokuta. Data for the research questions were analyzed using the mean and the standards deviation of responses from the executives, while the t-test of difference between means and students' t-distribution were used to analyze the hypotheses.
PRESENTATION OF DATA
The data obtained from respondents are provided below:
a)
Responses The table shows that the dominant conflict handling style among Nigerian executives, is the Integrating style, with a mean of 4.4. This is followed by the Accommodating and Compromising styles with means of 3.7 and 3.5 respectively. The Integrating style is a Win/Win technique that describes a frame of mind and heart that constantly seeks mutual benefit in all human interactions. It means that agreements or solutions are mutually beneficial, mutually satisfying, and life is seen as a cooperative, not a competitive arena. It is interesting to note that the least used style in the Nigerian corporate context is the Avoiding style, which ignores or suppresses a conflict in hope that it will go away.
Research Question 2:
What is the perception of the Nigerian executive about the inevitability of Conflict? How does this perception affect their performance on the job? The response is shown as Source: Results obtained from computer analysis of Field Survey data. Nigerian executives are aware of the inevitability of conflict, that is, they accept that when two or more people work together, areas of conflict are bound to arise. This awareness does not have a negative effect on how they do their job. The implication of this is that conflict management will not pose a problem to Nigerian managers. Since the corporate executive already knows that conflict is inevitable, all he needs to do is to put the machinery for conflict management in place. That is the emerging challenge for the Nigerian corporate manager.
Research Question 3:
Which dimension of culture, the individualistic or collectivistic, influences the Nigerian executive in Conflict Management? What face-saving mechanism does he employ -his or others'? The responses are reflected on Table 1.03. The Nigerian executive is of the collectivistic culture. This is further confirmed by the fact that the data show that he is generally more concerned with saving "others' face" than self face. The collectivistic dimension of culture values group goals over individual goals, collective needs over individual need, and is concerned with saving others' face. In other words, the executive operating in this dimension makes efforts to maintain others' self respect and personal image, unlike the individualistic dimension which is more concerned with enhancing his own self image and rubbing the opponent's face in the mud.
Research Question 4:
Which view of conflict is prevalent in Nigerian business organizations? The traditional view of conflict seems to be prevalent in the Nigerian corporate world. This view sees conflict as being inherently bad and to be avoided. Worldwide, there is a paradigm shift from this view of conflict, though it is not unusual to still meet cultures that have very little tolerance for conflict.
Testing the Research Hypotheses
Research Hypothesis 1
The conflict management style adopted by executives in the service and other sectors is not significantly different from that adopted by executives in the manufacturing sector;
The conflict management style adopted by executives in the service and other sectors is significantly different from that adopted by executives in the manufacturing sector. 
Research Hypothesis 2:
There is no significant difference between the male and female responses in the choice of conflict management style;
There is a significant difference between the male and female responses in the choice of conflict management styles. The critical t-value in each of the styles is higher than the calculated t-value. Thus we accept our H 0 . We therefore conclude that the study shows that there is no significant difference between the mean responses of male and female executives on conflict handling style.
Research Hypothesis 3 H 0 :
Executives in the service and other sectors of the economy hold the same opinion on the inevitability of conflict as those in the manufacturing sector; H 1 :
Executives in the service and other sectors of the economy hold significantly different opinions on the inevitability of conflicts, from those in the manufacturing sector. Table 1 .07 shows analysis of variance on the mean response of executives in all sectors of the economy, on awareness or lack of awareness of the inevitability of conflict. There is a significant difference between the mean response of Christian executives and other executives on their view of conflict. 
TOWARDS A MODEL OF CONFLICT MANAGEMENT
Based on the analysis of the research questions and the hypotheses, it is evident that the Nigerian executive has an integrative style in the handling of conflicts. Further more, he is aware of the inevitability of organizational conflict, and though the traditional view of conflict is prevalent, the interactionist view is a very close second. Finally, the collectivistic dimension of culture prevails in conflict management among Nigerian executives. This study attempts to aggregate and harness these diverse strands in an effort to put forward a model for conflict management that will suit the Nigerian corporate environment. The model styled, Creative-Contingency Model for Conflict Management is shown as Fig 2. The Creative-Contingency Model is based on two fundamental principles: ▪ Creative Principle -The view has been canvassed that using conflicts to promote creative syntheses results in high productivity; suppressing conflicts to create a superficial sense of unity, results in low productivity. Thus, organizational members need the structure and the set of social skills in managing conflicts, so that controversies and conflicts can be carefully patterned into the fabric of group life (Adomi & Anie, 2006; Johnson & Johnson, 1994) . ▪ Contingency Principle -The second fundamental principle, upon which the model is based, is that every conflict management strategy has its place. Depending on the goals and relationships of the conflicting parties, different strategies may need to be applied. To be effective in resolving conflicts, the corporate executive has to vary his actions and strategies, according to what will work best in the situation. Thus, the choice between integrative, avoiding, accommodating, dominating and compromising, as conflict management strategies, will depend on factors that are prevalent in the organization and between the conflicting parties.
The Creative-Contingency model advocates the creation of an atmosphere in the entire organization for conflict management: i)
Encourage Communication: This involves creating a loose environment where people are not afraid to speak their mind or be irreverent; ii)
Build a Culture of Supportive Conflict: This allows every one to be so free as not to be afraid of having his idea dismissed; iii) Employ a Diverse Workforce: The more diverse the group, the more diverse the opinions and viewpoints that get expressed, and the more the likelihood of friction; iv)
Build Some Delay into the Creative Process: Delay provides the time needed to incubate an idea, and bring it forth with even greater fervour. It can be a tactic to test someone's passion for an idea. Synthesize the best ideas from all the viewpoints and perspectives. The end result is a synthesis that is better than any single position advocated. Think creatively until it is discovered.
The above guidelines build upon, and reinforce the first part of the Creative-Contingency model.
The second part of the model deals with the actual management process. The conflict stimulated by the application of the above suggestions, will be either functional or dysfunctional, depending on the way the conflict is managed. The contingency principle demands that if too little conflict such as apathy or lack of creativity appears, then functional conflict can be stimulated by any or all of the methods listed in the model. When the conflict does become dysfunctional, the appropriate conflict handling style needs to be applied depending on the situation. For example, Burke (1969) found that problem-solving confrontations were strongly associated with constructive resolution of conflicts, whereas forcing (or dominating) the other person to accept one's position was strongly associated with ineffective conflict management. Yet in certain circumstances like an emergency, when there is no time for niceties, the dominating style may be most effective.
The remarkable point of departure between Creative-Contingency model (CCM) and the one put forth by Darling and Fogliasso (1999) is the deliberate provision for stimulating creative conflicts inherent in the CCM. While the elements and component parts of the models speak to the same problems, they adopt slightly different paths to the same objective. On the other hand, the model by Skjorshammer (2001) puts out a graphic outline for the conflict management process, but fails to discuss the strategies and techniques that will make for effective management. The management process which stretches from "Open door" to Litigation is more of a procedural model, than a management tool.
The Creative-Contingency model is primed to serve the cause of management in the corporate setting. However, with minor adjustments, the basic premises of the model can be applied to virtually any type of conflict situation. It is the considered opinion of the researcher that this could be a remarkable contribution to the task of conflict management, not just in Nigeria, but globally.
CONCLUSION
It is a principle of structure that stress and strain between component parts is necessary to achieve strength and form. Right corporate decisions often grow out of the clash and conflict of divergent opinions and out of the serious consideration of alternatives. Conflicts therefore, hold out the possibility of alternative futures for Nigerian corporate bodies. Organizational conflicts should be viewed as an aid to creativity, innovation and growth. Put in another way, conflict can be made a primary source of organizational learning, development, innovation and ultimately, competitive advantage. Every forward-looking organization should stimulate and nurture a creative clash of new ideas and thoughts as an instrument of growth.
Further more, corporate managers must be flexible in the adoption of styles of conflict management. The circumstances of each organization and the relationship subsisting between the parties must be allowed to determine the choice of management style. A mindset that accommodates conflicting viewpoints is necessary for effective resolution of conflicts.
Finally, even at the national level, there is much Nigeria must learn about conflict management. Our diversity could be our strength. Our class differences, ethnic cleavages, religious and cultural plurality, and geo-political distinctions, can make us stronger and more formidable as a people. However, we must first, come to terms with the inevitability of conflict, move away from avoiding or dominating style of conflict management, and pursue a more integrative approach to conflict resolution. The collectivistic dimension of culture so prevalent in our society, well prepares us to be our brother's keeper. We must therefore find the honesty of purpose, and the accommodating stance to build bridges between peoples, between ethnic nationalities, between different classes of citizens, and between religions.
